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t The "Trouble 3hooting" Checklist: A

Guide for the Educational Change Agent

Brad A. Manning

A Paper Presented to the AERA Meeting

Chicago, Illinois, April 15-19, 1974

Typically, it has been difficult to achieve the adoption oi innovations

in educational institutions. Part of the problem has been caused by the

educational change agent's inability to assess an organizational situation quickly

and accurately and make informed decisions with respect to commitment of time

and resources. Simply stated, 'he has had his time wasted, through no fault of

his own, because predictors of potentially successful adopters of innovations

have been relatively unknown. The "Trouble Shooting" Checklist (TSC) is

addressed to this problem.

The "Trouble Shooting" Checklist (TSC) was developed on a project which was

responsible for describing case studies of the adoption of the Personalized

Teacher Education program (PTE) developed at The Research and Development Center

for Teacher Education, The University of Texas at Austin. The TSC was originally

designed to identify the variables involved in the adoption of two PTE components:

modules and personal assessment feedback.

The design of the TSC may be classified as an innovation stecific approach

to the study of the adoption-diffusion process, and some explanation of the

specific innovations upon which the TSC focuses, is needed. A module is a set

of learning experiences which allows a student to move at his own pace towards

specific objectives. These objectives, stated in behavioral terms, are accom-

panied by justifications and procedural instructions. There are usually built-in



activities, such as small group seminars or various field experionces, which

are designed to help the student reach his objectives.

Personal Assessment Feedback (PAP) is a system designed to measure and

inform teachers of their personal and interpersonal skills. A variety of

techniques, such as counseling, film and self-report instruments, are usea to

help teachers become more aware of their appearance, tha effectiveness of then.

teaching styles and their interaction skills. As a feedback approach, the

PAF allows the teacher to have a greater responsibility and personal involvemtnt

in effecting change.

Although the ort..ginaI intention was to provide en empirically based listint,

of variables which might aid in the description of narrative case history

accounts of the adoption process, the TSC gradually developed into an instrument

designed to aid the educational change agent in the process of introducing inno-

vations to institutior of higher learning. The TSC provides the educational

change agent with information about environmental events, personalities, and

organizational structures upon which he must base his decisions and consequent

commitment of time and resources. The main objective of the TSC is to assist

an educational change agent in predicting his chances of successfully helping

an institution adopt an innovation by giving order and predictive meaning to

information gathered from otherwise unknown institutional settings. The TSC

consists of two distinct psychometric instruments, the TSC-A and the TSC-8.

The TSC-A is a predictive instrument to be used in institutions which have

adopted or are considering adopting a module. The TSC-B is a predictive instru-

ment to be used in institutions which have adopted or are considering adoptin,.:

a psychological assessment battery with some form of personal counseling orie%ta-



Lion. For each of these two institutional settings, the MC identifies the

ideal situation for successful adoption and installation of R&D prodlIcts,

i2 a11v, accentable situation which contains greater rit;k of success, ani t.Le

clearly unacceptable situation in which virtually no chance of successful aqoi

tion and installation exists.

It should be emphasized that, although these instruments are psycl',=ctrily

formatted and have empirically based items, norms for their applic tion have 1..)t

yet been generated. Although these instruments cannot be adequately used until

such norms are developed, a logically based scoring system is offered. Plans

are now under way for initial norming and validat:Ion, and it is hoped that grr,;ps

of institutions will generate their own norms as yell.

The instruments are contained in a manual entitled "The 'Trouble Shootini-'

Checklist: A Manual to Aid Educational Change Agents in the Prediction of

Organizational Change Potential." The manual Includes a selective review of

the literature, a description of the development o: the instrument, the two

"Trouble Shooting" Checklists, guidelines for the change agent, and predictions

of event sequences for each of the ideal, marginal, and unacceptable institutions.

After reviewing a selective sampling of the adoption-diffusion literature

related to the prediction of institutional change, it seemed possible that the

data on institutional variables which had been collected could serve as a lacs

for the development of a much needed instrument which would be predictive

*This manual is available from: The Research and Development Center for Teacht.r
Education., The University of Texas, Austin, Texas 78712. There is a charge of
$6.48 since the Researdh and Development Center does not have funding for disrerAna-
tion.



institution's potential for successfully adopting an innovation. Iiiifiker

(1970) summarizes this need:

Little attention has been given to the social or nsychological

characteristics of the receiving system (such an a school or

school system) and how these characteristics might affect

the fate of a given innovation or change...If it bPecnes possible

to consistently diagnose and evaluate the "state" of t_ sohool

system's organizational climate, it might be feasible to motuify

the adattability of professional personnel and to cl,Inge or create

organizational structures and processes which tend to enhance the

possibilities of successful institutionalization of innovations.

An instrument designed to provide-data appropriate to sue!. chanee

processes, with the ultimate objective of modifying the system,

might also aid in identifying conditions contributing to excessive

change or unstable conditions. An analysis of such conditions

might indicate that the system should achieve or return to a

state of equilibrium rather than undertake extensive change efforts

(p. 27).

Rogers and Shoemaker (1971) also point out the value of being able to estimate

change potentials within an organization before deciding on a change strategy.

"There is much practical usefulness for change agents if they can identify

potential innovators and laggards in their client audience and utilize differ,-

ent change strategies (p. 175)." Before detailing the development of the TSC-A

and the TSC-B, a selective literature review relating to the prediction of in-

stitutional change will be presented. It is offered as a context from which

to view The "Trouble Shooting" Checklist.

Selective Review of the Literature

The first section of the selective review is an introduction and general

background. The second section discusses the effects of instit.tional variables

on rates of adoption. The third section describes the use of diagnostic

instruments in the stud:" of institutions. The fourth section gives a brief

S



summary of Bhola's tonfigtrational theory. For readers who wirh to

the TSC manual (mentioned above) the following additional topicG aro

reviewed: stages of the adoptItn-diffusion proi^ess, the role of comm4nical.3o

in the adoption-diffusion process, the role the change agent in aduL

diffusion process, and the problem of choosing change strategies for tiifflini.;

types of institutions.

Introduction and General Background Information

Various approaches to the study of innovation have been established.

Wi:aower (19Y0) names three such approaches. The first stresses the conimt

of the curriculum and the preparation of material to correspcna 1.71%h the pro,,::rips

ob jectives of particular fields of study. A second approach, referred to at

"process" approach, considers innovations in terms of the interests and needs

of the students, presupposing that learning is increased when students hwe

positive attitudes and high motivational levels. A third appoach to the

literature on innovation ia education is that of "adoption-diffusion." Wi,lwer

describes this approach as having

emphasis...on adoption and diffusion, including such factors

as the characteristics of early and late Adopting sJnits, the rata:

of diffusion and distinguishing features of innovations thlt accom-

pany variations in this rate... [the adoption-diffusisa

has its historical roots in rural sociology and the study of new

farming practices (p. 388-389),

Eichholz and Rogers (1964), using the "adoption-diffusion" approach tc

innovation, describe diffusion as the complete process by which an innovatic.n

is communicated, disseminated, and finally adopted throughout a user syste;r..
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The adoption and diffusion of innovations has typically beet a difficult

and complex procns. The length of time involved from the initial awarenesu cf

a need to the final diffusion of an innovation throughout a user system varies

from institution to institution. Certain agricultural innovators reported eln

average time lag of 1.54 years between the time of awareness and adoption (Beal,

Rogers, & Bohlen, 1957). Studies of other technological innovations suggec..t

"%at five to ten years is a typical time lag (Voegel, 1971). As Mort (1964)

states in reference to educational innovations:

The early studies indicated that change...comes about through a

surprisingly slow process and follows a predictable pattern. F.e-

tweet insight into a need...and the introduction of a way of .n,etir.,,z

the need...there is typically a lapse of a half-century. Another
half-century is required for the diffusion of the adantation. During

that half-century of diffusion, the practice is not recognized until

it has appeared in 3% of the systems of the country. By that time,
fifteen years of diffusion- -or independent innovation--have elapsed.
Thereafter, there is a rapid twenty years of diffusion, accompaniod

by much fanfare, and then a long period of slow diffusion through the

last small percentage of school systems (p. 318).

This tremendous time lag, together with reports from the U. S. Department

of Commerce that up to 90% of all innovations fail within four years after

being introduced (Rogers & Shoemaker, 1971), Indicates the size of the problen

faced in implementing innovations in our educational system. In order for our

educational system to keep pace with our rapidly changing society, more expedient

methods of integrating innovations into organizations are being developed. One

such method involves the use of a versatilely trained social science profeEsioth..1

in the role of a change agent. Such research-based agents are proving tc, to

crucial link between information centers and the classroom (Cooke & Zaltman, :i/r);

Kerins et al., 1971; Richburg, 1970; Voegel, 1971). The change agent fills tlif:



ro.,.0 as a learning system expert in cooperating with the laculty io-!-L,

implement and evaluate new instructional strategies and arprcaches (VteriAl

p. 69)." The change agent must be able to translate a conceptual modem 1 -Into rt

learning or instructional model, which he then introduces and hell-4

into an organization. This requires not only an understandit'g of the innt,vat.::.,

but also knowledge of the facilities, location, aid, informaticn resourc.:z,

and materials of the institution (Voegel, 1971). The strategy for introducin

and presenting the innovation would depend on these variables. The change are at

also muct be able to use behavioral science techniques at specific intervention

points (Beckhard, 1969) -which vary from institution to institution w.. with 1-r-.:-

cular innovations (Rogers & Shoemaker, 1971; Stuart-Kotz, 197:::'). The job of th--

change agent then, is nothing less than "that of harnessing the bureaucracy, of

creating structures designed to nurture a genuine concord of values, goals, trld

action (Willower, 1970, p. 390)." In other words, he guides the adoption-diM-

sion process.

The two main approaches to the study of the effects of variables in the

adoption-diffusion process appear to focus on: characteristics of innovations,

and characteristics of the adopting organization. Rogers and aoemaker (1972)

examine both approaches. In their discussion of characteristics of innovin

the emphasis is on how the perception of the innovation by the adopting insti-

tution affects its rate of adoption. Characteristics of the innovation %.71,.

discuss are; Its relative advantage to the institution; its compatibility;

its lack of complexity; the ease with which it can be demonstrated; and, its

observability.
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Investigators (Bhola 1972 -Rogers & Shoemaker, 1971) h,tvo :Also focus,-,1

on institutional variables and how they affect the adoption proces. Thir roe,w

of the literature and subsequent development of the TSC coneQrned with 'U.::

latter approach.

The Effects of Institutional Variables

on Rates of Adoption

Rates of adoption have been used by investigators as the basis for

categorizing institutions. Studies indicate that adoption rates can be

graphically illustrated by an r-shaped curve (Alba, '969; Beal et

Carlson, 1964; Mort, 1964; Rogers & Shoemaker, 1971).

I 1957;

The S-shaped adopter distribution rises slowly at first when
there are few adopters in a time period. Then it accelerates
to a maximum when half of the individuals in the system have

adopted. It then increases at a gradually slower rate as the

few remaining individuals finally adopt (Rogers & Shoemaker, 1971,

p. 178).

The S- shaped curve is explained in part by learning curves (Beal et al.

1957; Rogers & Shoemaker, 1971) and in part by the "diffusion effect" (Rogers

& Shoemaker, 1971). The diffusion effect is defined as

...the cumulatively increasing degree of influence upon an individ-
ual to adopt or reject an innovation, resulting from the increas-

ing rate of knowledge and adoption or rejection of the innovation

in the social system (p. 161).

On the basis of the S-shaped and the related bell-shaped curves

diffusion, Rogers and Shoemaker (1971) classify and describe 1nntitutions

the following categories: innovative, early adopters, early majority, late



majority and laggards. In another study, Smith ( 970) developed a grid

eying four types of institutions on the basis of two institutieenal variables.

One variable iz the degree of change sought and the other s tho level el'

involvement of members of the organ! ation. When both the level of ehange

and degree of involvement are high, then the institution is descrieca as

for innovation. When they are both low, the institution is likely to be urnnc-

cessful in adopting an innovation. When the institution has high involvement

and low change or high change and low involvement, then chances are moderate

that the innovation will be successful.

Although the literature contains descriptive models of institutions bacea

on rates of adoption, systematic categorizations of organizational variables

which would affect the adol.tion-diffusion process have not been four d. becanee

of the need to consolidate a vast array of organizational variables from many

studies, the following categories wilt be used: 1) organizational structure;

2) personality and leadershir styles of organization members; 3) communications;

4) level of usage; and, 5) characteristics of sLudents within the institutIon.

These categories will be examined within the contexts of ideal, manlinal anti

unacceptable institutional settings. Since the literature has Indicated that

there are many similarities between agricultural variables and edueatienal vari-

albes which affect the adoption-diffusion process, some of the findimes ineluee

in this section are derived from agricultural settings.

Ideal Institutions for Successful Adoption of Innovations

Organizational structure. One measure of an institution suggested by

McGrath (in Holman, 1970) is the degree of "democratic gcvernance." "Democr:

13



governance has to do with the extent to which individuals in the campus

community who are directly affected by a decision have the opportunity to

participate in making the decision (p. 595)."

Hilfiker (1970), in a study conducted to determine what independent

variables were related to successful innovation in school systems, collected

empirical support to illustrate the importance of democratic governance.

The following variables were found to be statistically significant at the

.05 probability level: social support provided by administrative personnel as

perceived by professional personnel; satisfaction with the quality of problet

solving and the amount of time spent on it during staff meetings; the degree

of powerlessness felt during faculty and administrative council meetings; and

the degree of openness and trust felt within the organization. "Openness" iy

a keyword repeatedly used to describe the ideal institutional climate (Hearn,

1970; Hilfiker, 1970; Smith, 1970). However, Maguire (1970) points out that

conflicts might be expected when structured change is introduced in such an

"open," democratic institution.

Institutional mechanisms must be present which encourage and facilitate

change: 1) time and resources must be made available; 2) freedom to try inno-

vations without fear of penalty for failure must be guaranteed by the organizn-

tion; 3) there should be rewards for the successful adoption of innovat:_ons;

and, 4) control of substantial financial resources may be necessary to abs6rb

the costs of possible failures (Smith, 1970). It has been found' that the n,,st

successful innovation adopting institutions have higher expenditures Der v.1::1,

more local commitment of funds, and higher family incomes (Bigelow, 1947; ii,71,;r.,

1970; Ross, 1958).

14



11,

In general, the successfully adopting institution is larir in size

CHearn, 1970; Rogers, 1962) and has more active participation from all membi,rr

of the organization (Hearn, 1970).

\shi._.3stl.,.=.,......,_.___02Personalitandleadet.anizationmeribers. The literature

indicaes that administrative support is needed to create an institutional

climate receptive to and actively encouraging innovation (Brightman, 1971;

Crandall, 1972; Feitler & Blumberg, 1972; Smith, 1970). In general, innovative

administrators are described as more cosmopolitan than non-innovators (Rogers

& Shoemaker, 1971; Ryan and Gross, 1943; Wolf & Florino, 1972). They are likcl

to have been born in rural environments, to have moved more often and have

attended more out-of-state meetings than non-innovators (Hearn, 1970). It

has been d3termined that those administrators who are better educated (Carlson,

1964; Hearn, 1970), have had more experience as administrators (Hearn, 1970),

and have the highest level of interaction and involvement (Carlson, 1964) are

the innovative. Innovative institutions also have more opinion leadership

than non-innovative institutions (Rogers & Shoemaker, 1971); and, while age

isn't necessarily an important variable, younger administrators are often more

innovative (Hearn, 1970).

Innovators have a willingness (Feitler & Blumberg, 1972) and even an eager-

ness to try new ideas (Rogers & Shoemaker, 1971). They often exist as a O.: Ague

of friends who communicate closely even when geographically distant (Rogers &

Shoemaker, 1971).

Communications. Information on the neture of communications between change

agents and client institutions is limited, but there are indications that commu-

nications occur more frequently with earlier adopters than later adopters (Rorrs



& Shoemaker, 1971). Institutions which have better internal communication

systems also have a greater diffusion effect and therefore a faster diffusion,

rate (Rogers & Shoemaker, 1971).

Levels of usage. The greater the number of innovations tried in the pat,

the greater the chances of adoption of the new product (Hearn, 1970). Based

on the S-shaped curve of rates of diffusion, ideal institutions adopt ineovations

at a very high level early in the adoption-diffusion process.

Characteristics of students. Students of innovative institutions are

primarily from higher income families (Bigelow, 1947; Hearn, 1970; Ross, 1958).

They are able to make contributions to the organizational whole and their

ideas and suggestions are heard (Hearn, 1970). They perceive their institution,

as an "ideal" learning situation (Crandall, 1972).

arginally Acceptable Institution for Successful Adoption of Innovations

Since the largest number of institutions will fall under this category

and because many of these institutions will have varying rates of adoption-

diffusion, it is not likely that any one institution will have all of the

following characteristics in the same degree. The more the statements charac-

terize the institutional variables of a given setting, the greater the chances

for a speedier adoption; and, conversely, the less the statements characterize

institutional variables, the less likely will be the chances for a successful

and speedy adoption.

Organizational structure. There is, unfortunately, much more information

16



on personal characteristics of adopters than on organizational variables

(Hilfiker, 1970; Rogers & Shoemaker, 1971; Willower, 197C). The marginally

acceptable institution is described as having a "well-Integrated" system.

The more innovative the institution, the more modern will be its institutIonal

norms; the less innovative, the more traditional the norms. Later adopters

this category are likely to adopt only because of economic necessity or in-

creasing social pressure (Rogers & Shoemaker, 1971).

Personality and leadership styles of organization members. The more

innovative the institution, the more opinion leaders there will be. The

leaders will be better educated, have higher social status, greater upward

social mobility, will be members of larger organizations, and will be more

favorable towards change, education and science. They will be less fatalisti,

have higher levels of achievement motivation, higher aspirations, will be more

cosmopolitan, and will have greater exposure to mass media and interpersonal

communication channels (Rogers & Shoemaker, 1971).

Communications. The more innovative the institution, the more contacts

there will be between the institution and the change agent (Rogers & Shoemaker,

1971).

Level of usage. Based on the S-shaped curve of rates of diffusion, some

of the marginal institutions will adopt fairly early (13.5%), most will adopt

after the initial adoption by other (34%4 and a large number will adopt fift,tr

the majority (34%) (Rogers & Shoemaker, 1971). The level of usage of inn

tions thus increases by large percentages among the institutions within tin

category.

17



Characteristics of students. No information relating directly to

student populations of these institutions was found. However, after examining

descriptions of more innovative institutions and less innovative institutions,

it can be reasonably expected that the students would come from the range of

middle to lower-upper income families, and may or may not have some voice in

decision-making.

Unacceptable Institutions for Successful Adoption of Innovations

avanizatkonal Structure. Derr (1970) outlines in detail an organizational

situation in which innovation efforts failed. Departmental organization is

described as "uncoordinated" with very little sharing of information. The

change group had to agree to confidentiality from he beginning, which greatly

hindered the team's ability to share information. Shared decision-making was

non-existent and there were many dysfunctional power struggles within the

organization. Directives from high administrators were consistently ignored.

Pronounced status and pay differentiation existed between department heads.

Power within the organization was dependent on patronage, informal contacts, and

social contacts. In some instances kinship ties were a factor. Partly as a

result of such administrative practices and policies, there was a pervasive

sense of alienation and defeat. Members of the organization hardly knew one

another and many met for the first time during the project workshops. This

situation is exemplary of Maguire' (1970) comments on administrative patterns

which remain constant while educational processes are changing.

18
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Personality and leadership styes of oreaLsation member n. Ai oni.

laggards there are virtually no opinion leaders (Rogers & shoemaker, 1971).

Administrators are suspicious of collaboration (Derr, 1970) nnd of innovationn,

innovators and change agents as well (Rogers & Shoemaker, 1971). In general,

they are described as localized in their outlooks, nearly isolate had f,cusel

on the past (Rogers & Shoemaker, 1971). Eichholz and Rogers (1964) describe

them as being ignorant of innovations or having no interest in change. They

are supporters of the status quo and societal mores. Often, they had pre-

viously participated in an unsuccessful innovation. They are describet as

very dependent on peer opinions and tending to adopt only when peer pressure

favors adoption and the status quo permits it.

Communications. In the study which Derr (1970) cites, there was a two montn

period of deliberation before the first exploratory meetings took place. Comnu-

nication and collaboration between the change group and the administrators re-

mained very poor throughout. Attempts at collaboration were often turned down

because the administration considered it too time consuming and unnecessary.

Requests for distribution of information and reports were neglected. Administra-

tors miscommunicated information from the change group to the staff. In general,

information exchanged between the two groups was of poor quality. The real z.ee,as

and intentions of the two groups (the institution and the chase group) were not

well communicated or accepted by the other. "Lack of open disclosure about tEe

needs of the two groups resulted in a client-consultant power c-ruggle ", /her':

side spent a good deal of time trying to second guess the motives and next

of the other side (p. 412)." The institution was not really interested in in,lo-

vation, but rather, wanted the report from the change group in order to bargain

19



for more funding and staffing. Perhaps this hazard is not uncommon to change

agent;:. In a study by Yates (1971) it was determined that tnere were no signif-

icant differences in the perception of new state plans for special education

between those who had adopted the innovation and those who had not. The only

apparent differences between the two were Ancreased funding and staffing for

the "innovative" school systems. Beyond the increased funding and staffing,

there was no interest in innovation. In an unacceptable institution, the real

needs and intentions of an institution are often not commuhicated to the change

agent.

Level of usage. If there has been previous usage of innovations, they

have most likely been unsuccessful attempts (Eichholz & Rogers, 1964). If

these institutions adopt at all, it will be very late compared to other insti-

tutions. Even more likely, however, is that this group will not adopt at all

or will adopt only some aspects of a program under peer pressure.

Characteristics of students. Since there is no free communication within

the organization or shared decision-making (Derr, 1970), it can be reasonably

expected that the students' ideas will not be considered. There will be a sense

of powerlessness among most members of the organization (Derr, 1970).

Diagnostic Techniques

Survey feedback and interview techniques seem to be the only explicit

techniques used by change agents to obtain information on organizational variables.

There are many accounts of the use of such techniques in business and industrial

settings (Bennis, 1966; Lorsch & Lawrence, 1969; Miles, Hornstein, Callahan,
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Calder, & Schley°, 1969).

Survey feedback is a process in which outside staff and

members of the organization collaboratively gather, analyze

and interpret data that deal with various aspects of the

organization's functioning and its members' work lives, and

using the data as a base begin to correctively eater the

organizational structure and the members' work relationships

(Miles et al., 1969, p. 458).

Data collected is then "fed back" to the subjects from whom it is collected.

In such a way, the clients themselves become involved in the analysis procest.

This "feedback" usually takes place in one of two ways; through top management

who make the diagnosis; and, through the change agent who presents a diagnosis

(Lorsch & Lawrence, 1969). As Lorsch and Lawrence explain, there are difficul-

ties with this method, in that high level management personnel are often unable

to see the fUll scope of problems from their vantage point, and change agents

are not always able to effectively communicate their diagnoses to the management.

A third problem which Lorsch and Lawrence mention is that the action is often

planned in advance of the actual diagnosis, in which case, the diagnosis be-

comes a useless exercise or even a stalling technique. Perhaps one of the problems

is that of the manner in which the diagnostic instruments are used. Havelock

(1971) notes the problems that may result from either omission of, or "obsession"

with the diagnostic stage. When adequate diagnosis is omitted, solutions may be

invalid or harmful (Watson, 1966); over-emphasis on diagnosis may reduce the

chances that a solution will be sought (Havelock, 1971). However, all the authors

point out that such survey techniques can be effective. Lorsch and Lawrence (1969)

state that change strategies aimed at problem areas can be effectively developed

on the basis of such feedback. In addition, personnel can be directly involved

in the change process by offering opinions and suggestions on the survey as wadi
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as in later "feedback analysis" groups.

Similar diagnostic survey approachessdesigned to be used in educational

settings, are described by Havelock (1970). Havelock states that the diagnostic

approach results yin ". . a description of the client's problem which includes

the essential details of symptoms, history, and possible causes (p. 59)."

Included in this document ure a series of questions aimed at uncovering problem

areas within the educational institution. Many of the potential problem areas

which he includes are similar to those included in the TSC. However, there

are distinct differences between Havelock's diagnostic approach and the TSC.

First of all, the TSC is innovation-specific. Organizational strengths

and weaknesses are considered from the perspective of how they would affect the

adoption of a particular innovation in a particular institution. Generally,

an instrument designed for diagnostic purposes is used to identify the problem

areas in an organization in order to determine what changes should be made. The

TSC might be useful for this purpose in that it does identify organizational

variables within an educational setting, but clearly that is not its sole pur-

pose or aim.

Secondly, the TSC is predictive in nature. The results of the checklist

are intended to aid a change agent in deciding whether or not an institution is

suited for a particular innovation. The TSC is not specifically designed for

diagnostic purposes, since it might be possible for an institution to successfully

adopt and diffuse a particular innovation without changing "trouble e.potz' within

the organization. The "trouble spots" are indicated as a caution to change atwats
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in working with an institution.

Finally while survey instruments are designed to be distributed to a

number of personnel within the organization, the TSC is to be completed by

the change agent himself, although it might be helpful for the change agent

to use survey techniques in collecting data for the TSC.

Bhola's Configurational Theory of

Innovation Diffusion

Another important approach to the study of institutional variables and

how they affect the success of an innovation is Bhola's (1972) "configurational

theory." As he describes his theory, it

is designed basically to ,explaillthe process of innovation
diffusion and predict in probable terms success or failure
of innovation diffusion plans and projects. It focuses on
the diffusion event and its practical concerns lie in increasing
the probability of occurrence of such events (I, p. 12-13).

According to Bhola successful diffusion an innovation depends on four

variables: configurational relationships (social units), linkages (communi-

cation patterns), the environment and available resources. Each of these

variables, in relation to each other and to the innovation, affects the success

of the adoption process. Bhola suggests a system of charting these variables

in relation to each other so that it is possible for a change agent or change

target to predict potential success and plot strategies for change. The theory

is very well-developed and inclusive and, as Havelock '(1971) points out, "is a

most significant step toward a general science and an engineering science of

D & U (Dissemination and Utilization) Process (p. 11-10)."
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Configurations, or social units, are considere i in terms of the indivia-

uals, groups, the institution, and the general culture. The adopter system

is the Target Configuration." "Configuration plotting" or "mapping" is

described as

the process of identifying the configurations . .within or

Without the boundaries of the configurations directly involved

as innovator(s) in a change episode; and of presenting, graphically,

their relationships in terms of structural bonds, locations in

systemic space, hierarchy, and mutual expectations of influence

and compliance established by custom, tradition or law (TI, p. 4).

Such mapping depends on both empirical knowledge and speculation. "Linkages"

represent communication patterns between two configurations, which may be linked

directly or indirectly (through a third party). "Linkage typing" is described

as a system of graphically illustrating various types of linkages. Synlolically,

Bhola represents his theory in the following equation:

D=f(C,I,EA)

Or, spelled out,

Diffusion (D) is a function of the configurational relationship

(C) between the initiator (i) from a class of such initiators and

the target (j) from a class of such targets; the extent and nature

of the linkage (L) between and within configurations; the environ-

ment (t) in which the configurations are located; and the resources

(R) of both the initiator and target configurations (IT, p. 8-9).

The TSC, in essence, is designed to be a quick screening device; whereas,

Bholass configurational theory of innovation diffusion makes it possible to

study all aspects of an organization in depth and in relation to each other.

However, since the TSC identifies and describes many of the _acne organi2atir,ni

characteristics as Bholats configurational theory, the configurational the,ry
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may offer a validity cheek for indelDendently,develoned instruments such as

the TSC. If a theory as sophisticated and comprehensive as Ehola's produces

predictions similar to those of the TSC, this mould lend great support to

the TSC.

Theoretical Framework of the "Trouble Shooting" Checklist

The TSC is related to the Concerns Based Adoption Model (Ran, Wallace

Dossett, 1973) presently under investigation at the Research and Development

Center for Teadher Education. This model describes the effects of stages of

human concern in interaction with levels of use of an innovation within an

educational institution. The CBAM (Concerns Based Adoption Model) draws upon

Fuller's (1969) paper on concerns of teachers and describes many of the attitudes

and dynamics of innovation-adopting members of an institution. Typically,

teachers facing a new situation (or new innovation) will first be worried about

their abilities to cope with the situation (self concerns). After such concerns

are resolved they will focus on how to use the innovation in the classroom

(task ,concerns). Finally, they will ask themselves how the innovation can be

used to help their students and fellow faculty members (impact, concerns). The

CBAM also assumes that an institution will use an innovation differently the

second and third time it is tried. Under normal conditions, with reasonable

access to resources, an institution's members will gradually change their concerns

from self concerns to impact concerns and consequently Increase their ltvel of

usage. The level of usage of an innovation will typically begin with an oriE.nta-
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tion stage in which members of an institution go through an initial adjustment,.

Intermediate stages are centered around training and practice. Final stages

focus on the integration of the innovation into an entire institutional progra.t.

At this point, a renewal stage is possible insofar as institution members are

able to build effectively upon a sueccssfUlly adopted innovation.

The TSC is based on the assumption that, in order for these stages of

concern and levels of use of an innovation to develop to a op1.1 ticated degree,

certain conditions must be met. The TSC attempts to identify these conditions

within five basic dimensions, each of Which has several sub.divisions. The

first dimension is Organization Structure and is divided into the following

subdivisions: organization structure; social-professional climate of the

organization; characteristics of the faculty; and, characteristics of the admini-

tration (for the TSC-B characteristics of the counselor are also included).

The second dimension is Personality and Leadersh12 Styles, and is divided into

the following subdivisions: personality and leadership styles of the faculty;

personality and leadership style of the department chairman; and, personality

and leadership style of the dean (for the TSC-B, personality and leadership

styles of the counselor are also included). The third dimension is Na` ture and

Dzt of Communications Used and is divided into the following subdivisions:

general nature of all communications used; frequency and nature of letters hr.':

phone calls; and, frequency and nature of personal visits. The fourth dimensin

is Level of Usage of Modules and Other Instruments and is divided into the

following subdivisions: first stages of adoption; prediction of later stages of
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adoption; and, organization members' attitudes toward the innovation. The

fifth dimension is Description of Prospective Teachers and is divided into tic

following subdivisions: personality and social characteristics of prosp-eotiv,

teachers; academic style of prospective teachers; and, characteristics of faeLlty

which affect prospective teachers. The above five dimensions with their

corresponding subdivisions arc also the names of the major scales and corresprnd-

ing subscales in the TSC-A and the TSC-B.

Methods and Techniques

The TSC was first developed as a survey form (TSQ - 'Trouble Shooting"

Questionnaire), which was used to collect the information upon which the present

TSC is based. The TSQ was a twenty-nine page questionnaire which presented

eight question areas in six different institutional contexts. The eight que tionn

were open-ended, allowed for written response and had the following focal points:

1) organizational structure; 2) personality and leadership styles in adopting

institutions; 3) sequence of events in the adoption process; 4) personality and

leadership style of change agent; 5) nature and type of communications used;

6) sequencing of action interventions; 7) level of usage of modules and other

instruments; and 8) description of prospective teachers. The six different in-

stitutional contexts for these questions were: ideal situations, marginally

acceptable situations and clearly unacceptable situations for the two separate

cases of a) module-adopting institutions, and b) institutions adopting a

psychological assessment battery with a counseling orientation.
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For example, the questions in
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rea 1 (Organizational Structnre) for

an ideal module- adopting institution were:

1. What organizational structure should exist?

a, Draw an organizational hierarchy.

b. Identify key positions.

c. Define exactly what characteristics would to found in

a "professionally mature" organization.

A change agent at The University of Texas Research and Development Center

was asked to respond to the TSQ in as much detail as possible. His written

responses were then shortened, checked for repetitiveness and synthesized.

These responses were then typed into the questionnaire and uoed to give subse-

quent change agents a set upon which to base their responses. Since the

questionnaire required an average of five hours to complete and the questions

were open-ended, it was necessary to supply some structure in the form o: _nother

change agent's responses. An additional advantage to including a change K. :t1.9

responses on the questionnaire was that these responses in their rewritten and

synthesized form encouraged subsequent change agents to make their own responsen

as succinct as poJsible. An example of one of the eight question areas with the

rewritten response of The University of Texas change agent to the question con-

cerning organizational structure, is as follows:

(1) Only small group of adopters necessary.

(2) Department chairman strongly supportive.with pUblic

statements, promotion rewards, providing resources.

(3) Dean's support helpful but not necessary for an ind ivid-

ual modUle.

Five other change agents were invited to The University of Texas P&D

Center and responded to the TSQ. In addition to being given the questionnair

with EA, change agent's responses, they also received two charts: one for

2S



25

adopng institutions and one for institutions adopting a psychological assess-

ment battery with a counsell,pg orientation. Each of these charts plotted the

focal points of the eight questions on the left hand margin against ideal,

=renal, and clearly unacceptable situations in the columns. The charts enabled

the change agents to get a quick view of the overall conceptualization of the

questionnaire. The change agents' responses were then rewritten and synthes:zed.

All change agents reported that the questions adequately probed the organizational

variables to which a change agent responds when =he approaches an institution wid

that the recorded responses on the questionnaire aided them in recalling infor-

nmtion. The change agents did not feel that the recorded responses presented a

limiting psychcaogical set. The rewritten responses of all six change agents

were then revised and fitted into the format of a checklist (TSC).

The responses of all change agents were then synthesized to make them as

succinct as possible without lostag descriptive information. They were also

sorted into natural groupings within each question area. In addition the eight

question areas were restated as information areas. The initial draft of the

TSC (Checklist) form thus consisted of listings of rewritten responses, placed

in natural groupings, under the appropriate information areas and institutional

contexts.

It was then decided that three of these information areas (sequence of

events in the adoption process, sequencing of action interventions, and personal-

ity and leadership style of change agent) would be more effectively used as

guidelines and listed predictions of event sequences, than as a 'part cf

checklist. These sections were later placed at the end of the final v rsion
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the TSC manual.

The five remaining information areas, then, were: 1) organizational

structure; 2) personality and leadership styles in adopting institutions;

3) nature and type of communications used; 4) level of usage of modules and

other instruments; and, 5) description of prospective teachers.

The naturally occurring groupings under each information area were then

combined into the uniform subdivisions which are listed in the Theoretical

Framework section of this paper. All items were then placed under the appropYi-

ate uniform subdivision. The result was that the uniform subdivisions did not

contain an equal number of ideal, marginal and unacceptable items. Consequently,

items were generated on a logical basis until the number of items under each

subdivision of the five information areas were equal for the ideal, marginal,

and unacceptable institutional cases. If, for example, under the information

area of organization structure for module-adopting institutions, and the subdivi-

sion social-professional climate of the organization, there were eight items under

the ideal situation, eight items under the unacceptable situation, and six under

the marginally acceptable situation, it was necessary to generate two items for

the marginally acceptable situation in order to equalize the number of items

occurring within the subdivision of social-professional climate. These two items

were written in such a way that they would represent approximations of mid poInts

between the ideal and unacceptable items already recorded.

After the item numbers were equalized for each subdivision within the 1r:all

marginal and unacceptable situations, the items were assigned e:ore values cf

2, 1, and 0, respectively. The ideal, marginal and unacceptalli: items within
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each subdivision were then combined randomly. For example, the eight items

under the subdivision "social-professlonal climate" in each of the ideal,

marginal and unacceptable situations, were randomly grouped within one sub-

division (by the same title), giving that subdivision a total of twenty-four

items. This was done for all subgroups under each of the five information are -as.

Such a procedure was followed for the development of both the TSC-A and

the TSC-B. In cases where the information collected from the six change agents

for the TSC-B was less extensive than for the TSC-A, it was necessary to take

some items directly from the TSC-A in order to equalize the items on the TSC-L.

The items which were selected in this =manner did not contain references to nottules

and were related to situations which would be applicable to both module-adoptng

institutions and institutions adopting assessment batteries with a counseling

orientation. Examples of two subscales, one for the TSC-A and one for the

TSC-B, are attached at the end of the paper.

Data Source

The six change agents mentioned above were the data source upon which thu

TSC was built. Although their anonymity has been guaranteed, their backgrounds

can be briefly described. Change agent number one: has worked in two teacher

training institutions which had adopted innovations similar to those describe,1

by the TSC. ,One institution was remote and rural and the second was a

mid-western university.) ,Change agent number two: was asked by the C111.:P

ministration of a small rural teacher training institution to organize a new

teacher training program, brought people with him and attracted generous govern-
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vent funding. Change agent number three: had several years of experience in

a major state university which had field tented innovations slmilar to '.hone

described by Inc, and wan brought in by the faculty and administration nr

small state teacher training institution to install a competency-based teach e..

education program. Change agent number four: was a member of a resource apex.::,'

team involved in the dissemination of educational innovations and has had ex-

periences in a variety of higher education institutions. Chanpe apent number

five: worked as an internal change agent along with change agent number two at

the same setting and has had more recent experience as an external change agent.,

Change agent number six: has had both national and international expertences

as a change agent and has worked in training institutions, local school districts,

and institutions of higher learning.

Concluding Remarks

Hopefully, The "Trouble Shooting" Checklist represents the first stages

of development of an instrument which can guide an inexperienced, as well as an

experienced change agent through an organizational maze. Without such an

instrument, a change agent would need considerable experience to recognize

institutions which had not developed to the point where innovations could be

integrated into their programs. The TSC offers the potential of being a

systematic short cut to many painful years of trial and error experience.

the other hand, an experienced change agent could use the TrV1 to quice.ly orviniz,

the cues to which he instinctively responas.
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Examples of Items from the TSC A

Organization, Structure "Scale

CHECK ONLY THE 8 ITEMS THAT MOST APPLY

Category B.: Social-Professional Climate of the Organizqtion

1. The institution may be committed to another innovation

already developed or has no need for the change agent's

innovation,

2. There is a group leader in the organization who is cognizant

of group dynamic techniques and can work effectively with

the group.

3. The institution as a whole has respect for its education

department, but there is little interaction between the

education department and the rest of the university.

h. The institution has ample resources upon which to draw for

the adoption of innovations.

5. The institution is liberal arts oriented with a bias against

education.

6. This institution emphasizes publication, independent investi-

gation, and training of doctoral students.

7. Although the faculty have enough professional .ecurity to

risk failure, their personalities are such that they would

not take great risks.

8. Individual members within the organization are able to rein-

force one another.

The institution as a whole has respect for Its educatio:.

partment and draws regularly on its resources.

1(:) There is much emphasis placed on an overly literal interpreta-

tion of "democracy," which may result in paralysis of the

innovation process.

11. There is an organizational inertia at this iwtitution.
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l2. There is much concern with the status quo and 'little

reward for innovation.

13. Although individual members of the department ar.:r. o.

good terms, the:- Are not in a position to minforce each

other

14. The institution definitely rewards innovation.

15. There is much interest in the techniques involved In

use of the innovation, but limited concern with is impact

on the students.

IC. Although the institution is not isolated, it ,Lill is not

yet fully integrated into the community.

17. There is an emphasis on the development of students and a

concern about the impact of an innovation on the education

of students.

18. The institution is small and isolated.

19. The institution is an integral part of the conmunity,

20. There is an atmosphere of professional security, and the

adopters feel that tlar4 are able to risk failure.

21. There are very conservative constituents and consunrs

this institution.

22. The resources which can be used for the adop-Crn of Innova-

tions are limited.

23. Although innovation is sometimes encouraged, no clear-cut

rewards for innovating are apparent.

The institution may be prestige oriented.

cATEGORY I-13 SCALE SCORE
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Examples of Items from the TSC -E

Organization Structure Scale

CHECK ONLY THE 5 ITEMS THAT MOST APPLY.

Category C: Characteristics of the Counselors

1, The counselors are grouped with student services organizations

and are overly conscious of legal responsiMIities associated

with confidential files.

2. The counselors are anti-measurement.

3. Although the majority of the counselors are supportive of the

program adoption, there are a few who still have serious reser-

vations.

4. Counselors have faculty appointments and are respected as villa:

members of the department.

5. ,The counselors have both a humanistic orientation and a respect

for the value of psychological measuremL,A.

6. The counselors are encouraged by one or two curriculum and

instruction faculty members.

7. Counselors are not on the faculty and have other concerns.

The orientation of the counselors is not clear and is so
diffused that any unified effort will be difficult.

9. Some counselors have faculty appointments, but others do not.

As a result, their concerns are not all focused in 'the say.:

direction.

10. Counseling psychologists have a behavioral crf-..r.4.r.,

their actions reflect this viewpoint.

11. The counselors are interested in the innovation, but have v..1,

yet taken action.

12. Counseling psychologists are supportive of thQ proin'an
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13. Some of the counselors have their doubts about the valut-

or psychological measurement but are willing to go talong

with the other counselors who are more supportive of the
program.

14. The institution has counseling psychologists who are in

philosophical agreement with the counseling orienta'Aon cf

the psychological assessment battery.

15. There are counselors with strong disagreements about the

tthilosophical assumptions underlying the innovation.

CATEGORY I-C SCALE SCORE
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